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Hon. James Forrestal lp d / /4 & (
Secretary of the Navy rf/? ” 25
Navy Department

Washington, D. C.
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Tear Jim:

In view of your recommendation of a cenbral intelligence
agency, I am tzking the liberty of sumarizing some thoughts
that I have previously expressed on this subject. Last spring, I
made a report on the British system of coordination of intelli-
gence functions. You may have seen a copy of this report which
had a limited circulation in Washington. In any event, as a re-
sult of work on this subject I became interested in the various
propegals for a ceptral intelligence agency in America.

The following summary expresses my views. Although these
views have been somewhat influenced by the study of the British
system, you will notice that I recommend a system for achieving co-
ordination of intelligence funciions which is substantially dif-
ferent fram the British system.

Consideration of most subjects starts today with the con-
Jectural effects of the atomic bomb. This is surely appropriate
when the subject is intellipgence. Assumptions are made as to these
o effects which are considered basic in the planning of & modern
intellipence system.

It is assumed that the atoric bomb will not relieve the
United States or sny cther first class military power of the need
for a first class amy, navy and air force. If this assumption
is justified, it follows that the commanding officers of each of
these forces shonld have an intalldl gence organization qualified to
render informed and relisble estima‘bes as t.o potential snemy cap-
abillties affecting thelr respective missions. It is believed that
&ir officers trained in intelligence are best gqualified to esti-
mate the capabllities of enemy &ir forces and that the same is
true with respect to ground and naval forees. Each milita.ry serv—
ice should have responsibility for intelligence within the scope
of its misgion in the same manner that intelligence responsibility
devolves down through the lower echelons of a single military
service. It is not believed that any central intelligence agency
should attempt to relieve the military service of their appro-
prizte intelligence responsibpilities.

It does not follow, however, that sach of the military
services should maintain complete, independent and isolated in-
telligence organizations. This would involve needless duplication
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of facilities and confusion of intellipence opinion on matters
affecting two or more of the military services and, perhaps,

otner departrents of govermmenit. In ihe languoge of General
arsnall "The national securiiy is a single problem, and it can-
nut be provided on a piece-meal basis.™ Intelligence, as an
essential function of national securiily, can be adequately pro-
vided only tnrough a comprehensive and integrated intelligerce
system. I the lessons of Pearl Harbor were not accepted as proof
of the urgent necessity for coordination of intelligence functions
between branches of tne aflitary service, and between the military
services and other departments of govermnment, the use of atomic
energy and the threat of yel undeveloped products of scilentific
research must now supply that preofl beyond shadow of doubt.

The collection, evalwmion and interpretution of information
relating to sclentific, military, economic and political cevelop—
ment.s taroughout the world bave now been recognized as presenting
& major problem in the Unlted States. Tnis problem cannot be sclved
by the separate wmilitary and civilian intelligence agencies wihich
functioned in the past with inadequate coordination under obsolete
and disintegrated intelligence procedures, unmworthy of being des-
cribed as an American system of intelligence. We assume, they ithsi
America must in sone mapner achieve coordination of intelligence
functions if foreign policy and military preparation are to be
synchronized on the basis of a common understanding of the capa-
bilities and intentions of potential enenies. )

Un these assumptions, we approach this problem with the ob-
Jective, on the one hind, of imposing intelligence responsibility
on the military services within the scope of thelr missions and, on
the other hand, of compelling the coordination of intelligence
functions under one national intelligence systen.

There are, it is believed, four aspects of coordination which
are involved:

(1) Coordination in the collection of informaticn.

{2) Coordination in the evaluation and collation ef such in-
formation.

{3) Coordinastion through centralization of intelligence
facilities of use to two or more military services and depart-
ments of government.

(L) Coordination of intelligence opinion in general estimates
of a broad strategic nature. -,

Coordinution in these four aspects cun be achieved, it is
submitted, in an integrated intelligence system revolving around
& central intellipgence agency set up along ithe following lines:
Autnority over tinis agency shovla be vested in tne Departnent of
Dafense il it is created, in ine Wutlonal Secnrity Council if ihe
proposial of ine Jdecretury of the Navy is adopted, or in the
Secretaries of Stute, War, Ruvy and tue assistunt Secretary ol War
for Air if tue present militury organizaiion remauins HHunred,
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The active direction of the Central Intelligence Agency should
be in a Directorate of Intelligence, consisting of the cnief intel-
lirence officers in the Army, Navy and Air Forces, a representative
of the State Department and, perhuaps, representatives of other
depurtments such as the Treasury and the Department of Jusiice if
they perfomm or &re to perform intelligence functions having 2
direct relationship to tne nationa2l security.

Acting under the general supervisicn of the Directorate of
Intelligence would be the Director of the Central Intelligence
Agency. This Director, a man of the highest intelligence quali-
Fications available in the United States,regardless of military
or civilian background, should bs appointed by the President upon
the advice of the Depariment of Defense, or the Council, or the
various Secretaries described above.

The Central Inteliigence Agency, which should be run by the
Director, would have various departments comprising the intelli-
gence facllities and services of common usefulness. Ths mmber
and scope of these services and facilities should be determined
on the initiative of the Director, with the supervision and agree-
mert of the Directorate, and subject to the final approval of the
Department of Defense. Their mmber and scope cannot be fixed at
this time, nor would they remain static in the fuiture. In general,
the Central Agency might have departments of economic inteliligence,
political intelligence, scientific intellipgence, radio intercept,
topographny, & central photographic interpretation unit, etc, Such
a list is deliberately incomplete and may, on the other hand, in-
clude fields such as political intelligence which might better be
placed in the Department of State. The principle, however, would
be to place intelligence facilitles and services of common usge-
fulness in the Central Agency.

In sdditicn to its function of centralization of certain in-
telligence facilitles and services, & second and equally importan!
function of the Director and the Central Intelligence Agency would
be the coordination, through the Directorate, of the collection,
evaluation and cellation of all intelligence, and the submiasion
over the signeture of esch member of the Directorate of general

- estimates of over-all enemy capzbilities. .

Returning, then, to ‘the four aspects of coordination:

- Collection. The Centrel Intelligence Agency would not
superaede or interfere with the normal collection machinery of the
various services or governmental departments, Coocrdination in col-
Jecticn should be achieved by the Director through the Directorate
of Intelligence. The essential elements of information reguired
by the variousmervices and depariments represented on the Direc-
torate should be discussed in meetings of the Directorate where
collection procedures should be coordinated with full knowledge of ...
current plans of the Chiefs of Staff and of American foreign policy.’
The Director would be responsible for seeing that the collection
b el procedures agreed upon in the Directorate are carried out and that
T prompt and appropriate distribution of the collected information
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is effected both within and without the Central Agency. For example,
the Director must see ihat the Air Forces get raw intelligence bear-
ing on enemy air capabilities which may be collected oubside of Alr

Force channels. . ' -

In general, the Uentral Agency would not itself nandle collection.
It certainly should not be a central agency for collection. It is
believed that diversification in collection will be far more effective
and that service responsibility in intelligence cannot be maintained
if the military services give up their own collection machinery, such
as the system of military and naval attaches. This is predicated on
the assumption that coordination in collection can be achieved torough
the Directorate and that prompi and appropriate distribution can be
assured.

Specificually, in the case of radio intercept, the entire machinery
of collection should be centralized in tne Central Intelligence Agency.
In other specific fields, such as economic and scientific intelligence,
the Central Agency might do its omn above-cover collection,

This brings up the question of the organization of secrei intelligenc:
and the use of under-cover agents. It is believed that secret intelligence,
including both positive intelligence and foreign coumter-intelligence,
should be under the control of the State Department. BRegardless of what cove:
might be used, an official of the State Departwent, presumably its repre—
sentative on the Directorate of Intelligence, should be responsible for
secret intelligence. It is obvious that coordination should be achieved
by naving officers of the &rmy, Navy and air Forces assigned to work in
secret intelligence. General coordination of Secret Intelligence require-
ments in the lignt of full knowledge of American military plans and foreign
policy should be achieved on the initiative of the Director through the
Directorate of Intelligence.

Coordination in the evaluation and coliation of intelligence
material, In this aspeci of coordination the funciion of the Director
under Lhe supervision of the Directorate would be comparable to the
funetion of coordinating coliection. For example, evaluation and
collation of intelligence material directly affecting enemy air )
capabilities should be handled by the intelligence organization in tie
Air Forces. The same would be true in the case of the Army and Navy.

In some fields of common usefulness, evaluation and collation should be
done in a department of the Central Intelligence Agency. Tnere will, 6F
course, be borderline cases such as scienitific intelligence. Evaluation
collation and finul interpretation of scientific material of general
application should be done in tne Scientific Department of the Gentral
Intelligence Agency. There will, nevertheless, be scientific intellipence
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of special a.pplication ‘Yo enemy ground, sea or air capa.‘bilities which
should be handled by the intelligence organizetions of the respective
American services. The Director, through the Directorate, must insure

2 free flow of ithe collated material and a free interchange of scientific
opinion between the various services and between the Scientific Department
of the Central Agency and the military services and other interested
departments of govermment.

Coordination through centralization of inteliigence facilities
or serviceg of common usefulness. As has been stated, this centralization
would be achieved through the various departments of the Central Intelligenc:
Agency under the principle of placing intelligence facilities and services
of common usefulness in the Central Agency. The scope of the work of
the various departments would not be of eqgual extensiveness. For example,
the departments dealing with political, econcmic and sclentific intelligance
might properly evaluats, collate and finally interpret all such intelligence
In the case of photographic interpretation, the Department might only
provide a central unit for expert and detailed examination of photographs
which would be forwarded to the appropriate users., In tha case of radio
intercept, the departmental funcition of the Central Agency mipght be re-
stricted 4o collection and distribution within and without the Central
Intelligence Agency. .

- Coordination of intelligence opinion in_Esnera;L eatimates of a
bread strategic nature. In the Central Intelligence Agency the Director
should have & department or preferably a top staff consisting of military
and eivilian personnel qualified to assemble and draft general estimates

of a strategic nature. An example would be un estimate of the military
capabilities and intentions of a potential enemy country. The part of

the estimate dealing with air capabilities would be drafted in the first
instance by the intelligence organization of the Air Forces. The same
would be true of the ground and naval services. The economic, political
and scientific portions of the estimates would be drafted in the approprlate
departments of the Central Intelligence Agency.

411 the parts ccomprising the estimate would be assembled, discussed
and, if necessary, revised and redrafted by the estimates section or staff
of the Central Agency. It should be recalled that this staff should include
compatent air, ground and naval officers who would doubtless be in close
touch with the original drafting of the portions of the estimate prepared
by thelr respective services. Tha entire estimate &5 revised and re-
drafted by the staff of the Central Agency would be submitted te the *
Directorate. After full discussion in the Directorate the estimate,
signad by each member of the Directorate, would be submitied to the
Stute Department, the Joint Chiefs of Staff or other appropriate recipient.
A member of the Directorate who disagreed witn the estimate in whole or
in part should .be required to append hia dissent setiing forth the gmunds
on which it was based.
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In this connzction, the w#ritvisn system for achieving coordination
of intelligence funciions might be studied. A4 report on tnis subject has
been submitted to iur. Hooert lLovett. . :

In conclusion, some obvious facts should be emphasized. The
system herein outlined will not work, nor will any other system work,
unless there is adequate training of intelliyence officers, a willingness
on the part of all the wdlitary services to put their mosi capable
officers in intelligence positions, and a general und sincere recognition
that coordinution of intelligence functions is a vital necessity of
national security.

Respectiully submitted,

-(signed) Wilijam H. Jackson

"SRR

e

LASSIFIED



